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Introduction/Purpose

Like most cities in Wisconsin and across the country, the City of Eau Claire faces the prospect of flat or
declining revenues coupled with growing service demands and aging infrastructure. To ensure that the
city is capable of continuing the provision of high-quality service, it engaged the services of Craig Rapp,
LLC- a consulting firm specializing in local government management to study the organization.

The specific focus of this study is a high-level review of organizational structure, evaluating strategic
alignment and examining alternative service delivery options. The results of the review which follow, are
meant to provide the City with a general understanding as to whether the current deployment of human
and capital resources is adequate to meet the challenges noted, and to provide recommendations
regarding organizational restructuring, strategic alignment and alternative approaches for service
delivery.

The consulting team consisted of a group of five veteran local government practitioners, each with over
thirty years’ experience in local government- both as managers and consultant advisors. The team
reviewed background data including the city budget, CIP, CAFR, Comprehensive Plans, ordinances and
numerous operational plans. A series of interviews were conducted with key management and
supervisory staff in each department as well as extensive discussions with the City Manager. An
examination of best practices from throughout the country was also conducted, and a list of
recommendations developed was drawn from this collective effort.

Approach

To address the City’s objectives for the study, a series of framing questions was developed to focus the
team’s efforts and to test the information gathered. The questions were:

What are the city’s core functions? Are they well-defined? Prioritized?
What is the city’s vision for the future- is it clear/documented? Are there plans in place to reach
the desired outcome?

3. Does the city have the necessary human and capital resources to achieve its vision and strategic
objectives?

4. Are the human and capital resources structured, aligned and deployed to achieve maximum
efficiency and effectiveness?

5. Are there systems in place to direct, measure and continuously improve operations?
What are the key issues and challenges that the city must confront to remain viable and achieve
its objectives?
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Background

More than two decades ago, Massachusetts Institute of Technology professor Peter M. Senge reflected on
our increasingly complex and interconnected world in his ground breaking book, The Fifth Discipline.*
According to Senge, for organizations to survive and thrive in the future, they needed to be less controlling
and much more flexible and adaptable. His vision was for what he called a “learning organization;” an
organization that is constantly renewing itself even as it effectively accomplishes its most urgent goals.

In the years since the notion of the learning organization was first introduced, more people have come
to see the potential of this organizational model. And, as issues have been raised about the
competitiveness of the United States in a global marketplace, the focus has broadened to include work
and workers. A 2007 study from the John J. Heldrich Center for Workforce Development at Rutgers
University asked some 160 public and private sector employers throughout New Jersey to identify the
skills and abilities they most needed in employees now and in the future.

According to respondents, the greatest demand was for workers with tacit knowledge, which they
characterized as “adaptability skills.” Adaptability was defined as a combination of critical thinking,
problem solving, managing change, lifelong learning, and flexible role orientation.”? Similar studies by
IBM in 2008 and the Minnesota State Colleges and Universities in 2009 reiterated this need for
adaptable workers and underscored the importance of business “soft skills.”> Finally, adaptability was
found to be one of the six practices of high-impact nonprofits in a multi-year research project described
in the 2008 book, Forces for Good.*

Not surprisingly, the public sector has lagged behind the private sector in embracing and implementing
this vision for the 21% century organization. There are relatively few examples of governmental entities
not based on specialized departments and hierarchical management. Though the City of Eau Claire has
adopted some innovative practices, overall the City operates within the more traditional government
framework. While this approach has served Eau Claire residents well in the past, it is not likely to do so
in the future. Given the current pressure on financial resources along with the pace and complexity of
public issues, it will be important for the city to begin developing a flexible organization, staffed by
equally flexible people.

The fact that the City has chosen to do an organizational analysis at this time is actually quite fortuitous.
The US population and workforce are aging but, notably, the government workforce as a whole is older
than that in the private and non-profit sectors. A quick analysis of the Eau Claire City workforce
illustrates this point. Chart 1 shows that the City of Eau Claire has proportionally more workers aged 46

Y peter M. Senge, The Fifth Discipline (1990) New York: Doubleday

? Heldrich study citation —Emerging Skill Needs of a Rapidly Changing Innovation Driven Economy”
* 1BM and MNSCu reports

* Leslie R. Crutchfield, Heather McLeod Grant, Forces For Good (2007) San Francisco: Jossey-Bass
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and over than either Eau Claire County or the State of Wisconsin. In addition, these older workers are
not equally distributed across all City departments. As Chart 2 reveals, the Public Works Department
has more individuals 46 and over than the rest of the City.

Chart 1. Comparison of Workforce Demographics
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Chart 2. Age Distribution of Eau Claire Workforce
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The rapid movement of people out of the organization over the next ten years provides an important
platform from which to rethink staffing needs and to retool the workforce.
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As the charts suggest, the aging workforce is “the” issue facing the organization. This was validated by
the fact that nearly every person interviewed mentioned it as a critical issue. Even though this is a
significant challenge, it also represents a unique opportunity for the organization. Both the challenge
and the opportunity are addressed in the following sections.

The aging workforce, along with all other challenges faced by the city connects to three overarching and
related issues: (1) strategic direction; (2) organizational structure/systems of work; and (3) people.

This report provides high-level analysis of the city’s current organizational environment, and provides
findings and recommendations on how strategic direction, organizational structure and workforce
development can affect the long-term success of the city.
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General Findings

As indicated in the introduction, interviews were conducted with a wide range of management and
supervisory staff across the organization. The following are general findings based upon those
interviews, supplemented by a review of relevant policies and practices in each department.

1. The organization has a dedicated workforce and a seasoned leadership team that delivers good
quality service.

Throughout the interview process it was apparent that the employees were dedicated to public
service, that the leadership team was very experienced, and that the quality of services delivered
was high. There appeared to be a very low level of negative “organizational politics” within the
workplace. The workforce generally expressed pride in their accomplishments and their desire to
provide good customer service was evident.

The level of quality and professionalism within the organization provides a solid foundation upon
which to build. This will be important because the impending fiscal and workforce issues will
become larger and more complex.

2. The organization will experience significant turnover in key positions across the organization, and
it is not well prepared for the impact.

In most departments, there are managers eligible for retirement. In a few critical areas, however,
there are significant numbers of employees in key positions that are eligible for retirement, or will
be very soon. Some departments have developed succession plans, but there is no organization-
wide succession plan in place to address this potentially momentous change in leadership. While
normal recruitment and hiring processes may yield qualified candidates to fill vacancies, the
organization will suffer a significant loss of institutional knowledge and could face a prolonged

period of time at less than one hundred percent competency and effectiveness — typically while new

directors and managers become familiar with the organization and their new responsibilities.

3. The organization lacks a focused, outcome-based workforce development program.

The City of Eau Claire offers training and development of its staff on a general and somewhat ad hoc
basis. Leading organizations have comprehensive workforce development programs in place to
address the training and development of the next generation of leaders. In addition, these
organizations establish an enterprise-wide strategy regarding staff development, identification of
employees with leadership potential and the cultivation of opportunities for staff to assume
leadership roles.
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Because the city is facing a significant loss of key managers, the lack of a workforce development
program puts the city at a risk of not only losing productive capacity, but also the dedication and
interest of current employees.

4. Most departments are at or nearing the limit of their ability to “do more with less.”

Like other Wisconsin communities dealing with the current financial crisis, the City has taken many
of the traditional measures to cut costs. In addition, the city has been a leader in collaboration and
consolidation, with numerous shared services in place. Many departments have instituted new
ways of doing business and have simply taken on additional work in order to maintain current
services.

All of the current adaptation has been accomplished without benefit of new plans or procedures for
coping with fewer resources. Without additional guidance regarding service priorities, levels of
service to be delivered, and services to be discontinued, it will be increasingly difficult to meet the
service expectations of the community.

5. The City has a strategic profile but does not have an integrated strategic plan with detailed
objectives, action plans and measures of success.

The City Council’s strategic profile and priorities are very general statements. These can be used for
broad allocations of resources, or for ranking the importance of one priority against another, but
there are no specific plans associated with the document to guide implementation. Each city
department defines objectives and outputs in the budget, but again, these are general in nature and
do not provide a detailed action plan for day-to-day guidance and accountability for results. In a
time of dwindling resources, staff needs this type of specificity in order to make difficult choices and
meet customer needs.

Best-in-class organizations, in both the public and the private sectors, have a detailed understanding
of the expectations and needs of their stakeholders and customers, and they clearly articulate the
means by which the organization will meet those needs. To accomplish this, they continually gather
customer information and then establish metrics and accountability systems to monitor
performance. This ensures that the staff responsible for delivering the service is held accountable
for performance, but it also provides them the tools to adapt to changes in the environment.

6. The current organizational structure limits flexibility, cross-training and sharing of resources.

The City has a traditional hierarchical structure that is typical of many organizations, and common to
most cities. This structure concentrates decision-making at the top, uses multiple levels of approval
and is focused on ensuring that systems are controlled and in compliance. There is also a great deal
of specialization, and dedication of resources to narrowly defined functions.
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These situations are evident in Eau Claire. There are a number of existing, free-standing small
departments, such as Human Resources and City Clerk that may struggle for resources in the future
due to small size, specialization and lack of economies of scale. There are larger departments, such
as Public Works, which have the potential for more sharing but have intermediate levels of formal
reporting and are tied to a fixed structure.

Although hierarchical organizations do achieve results, progressive organizations have increasingly
moved toward flatter structures, coupled with grouping of similar functions to eliminate duplication
and provide greater opportunities for teaming, sharing resources and cross training. A flatter
structure also enables the organization to increase spans of control and accelerate the speed of
decision-making. This ultimately facilitates the development of self-managing teams- replacing
“stove-piped” divisions that have limited resources and vertical, layered decision structures.

7. The organization has taken steps to improve productivity, but is often focused on low-value work.

The City of Eau Claire has taken a number of steps to operate more productively and efficiently.
Among the most noteworthy efforts are the many intergovernmental initiatives such as the regional
EMS initiative, cooperative purchasing, and the regional Wi-Fi system that is under development.
The City has also made effective use of technology to streamline activities in every department.

Despite these efforts, there are still many instances where valuable staff time is dedicated to what
appear to be “low value” activities. Low value work includes such things as inefficient personal
interactions, manually handling and/or processing documents, transactions, distributing printed
materials, and checking items for errors. Staff are aware of low value work and do have ideas about
how to operate more efficiently. Many commented that “they didn’t have time” to work on making
improvements because day to day demands tended to take priority.

8. The city’s long-range planning, particularly the capital improvement planning process is lacking.

Frequently during the interview process, staff brought up the need to address looming, major
capital improvement projects however, when asked about the current capital improvement plan
(CIP), most felt it was unrealistic, not followed, and did not effectively address the financing of
identified needs. In general, it appeared that although there was a CIP process, it was disjointed,
and that control and detailed knowledge was in the hands of a few people. Further, it appears that
the process lacked broad principles that were widely understood and followed.

9. The organization has talented staff and good strategic thinkers, but a task orientation pervades
the organization.

As noted previously, the organization has a talented staff, many of whom appear to be very good
strategic thinkers. In fact, there have been many initiatives conceived and launched by the

organization that support this observation. However, in the judgment of the consulting team, the
organization generally exhibits a “task” orientation. Specifically this means that for the most part,

10



City of Eau Claire Organizational Restructuring Analysis

staff thinks in terms of how to accomplish daily tasks, or puts challenges in the context of tasks to be
accomplished rather than strategic issues and systemic approaches for achieving results, continuous
learning and improvement.

This orientation is common today, particularly as organizations struggle to address severe fiscal
constraints. However, if the City is to effectively meet its long-term needs, a more strategic
orientation will be necessary, and the entire organization, from the Council to the front line
employees will have to be part of the new approach.

11
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Opportunities

Although the City of Eau Claire faces some daunting challenges, the current operating environment
provides great opportunities for successfully addressing those issues. A list of the major opportunities
follows:

1. Leadership transition

While the imminent departure of numerous top managers poses a substantial threat to the
organization, it also offers an opportunity to plan for, and have a major impact on the quality of
future management. Very few organizations are afforded an opportunity to make such a significant
impact on the replacement of top leadership.

2. Unique set of external forces provides impetus for action

The current political environment in Wisconsin and the national economic climate are creating
uncertainty and stress, but they are also creating conditions where bold measures and innovative
thinking are necessary to maintain status quo. Confronting seemingly insurmountable problems
often brings out the best in people and results in the most creative solutions. If the city is able and
willing to take bold and decisive action, the difficulties it faces could be used as leverage to achieve
desired outcomes.

3. The city has a strong foundation for action

As noted previously, the city has an experienced group of managers with a history of delivering high
quality services. Many organizations facing the same challenges are not as fortunate. Taking action
now to set a future course while the organization can take advantage of its talents and inherent
strengths will be important to long-term success.

4, Shared services commission

Given the fiscal constraints facing the city, it is likely that alternative service delivery approaches,
including service sharing, will be required to ensure that quality and cost-effectiveness can be
maintained. The city is fortunate to have experience with shared services. It can build from a
position of strength, given the existence of a shared services commission representing the city,
county and school district.

12
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Recommendations

The findings and opportunities identified in the previous sections establish the basis for a set of nine
recommendations for possible action. A number of the recommendations, due to their broad scope,
include additional detailed proposals and implementation steps.

1. Develop a strategic plan with a detailed action plan, including organizational sustainability

To provide clear guidance and accountability for results, the city should develop an updated strategic
plan with a 3-5 year time horizon that includes objectives, action plans and performance measures. And,
while it is likely that traditional priorities such as public safety and transportation will be identified, the
city should be mindful of the importance of organizational sustainability as a priority. Included within
organizational sustainability are such issues as workforce planning and development, fiscal stability and
technology.

Once the plan is in place, the annual budget development process should be linked more directly to the
strategic priorities. Equally important, the leadership team should be held accountable for delivering the
results envisioned. Departments should be trained in developing effective objectives along with
appropriate quantitative and qualitative measures of performance. There should be meaningful
conversations about progress against established measures during each year and particularly as part of
each new budget cycle.

None of the department representatives interviewed identified this strategic plan as an important tool
in City operations.

Under the current budgeting process, each department is asked to develop a series of objectives and
outputs (measures). These are published as part of the annual budget document. A review of the 2011
budget revealed that, in most cases, the objectives are too general to be useful in guiding performance,
and they are not effectively linked back to the strategic priorities. The measurement sections for each
department contain lists of “outputs,” the quality of which varies across the organization. Few true
“outcome” measures are identified. Creating outcome measures linked to strategic priorities will
improve the accountability system, and provide a clearer framework for employees, the Council and
stakeholders.

2. Set service priorities and clarify the level of service for each area

The long-term revenue picture suggests that the organization may have to live with a lower revenue
base and ultimately rebalance the organization in line with that base. In a constrained environment,
difficult choices will need to be made. To provide clear direction to the organization and community at
large, the City Council, supported by staff, should establish a more detailed prioritization of services and
create clear service level expectations.

13
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Most local governments have a difficult time prioritizing the services they provide, although many do
make distinctions-usually as part of a strategic planning or budget process. Even more difficult is the
task of defining the level of service to be provided. This lack of specificity leads many officials to
generalize about the quality and effectiveness of service delivery, and to cite anecdotal accounts of
satisfaction. It also leads to judgment calls by front line staff with no context for the trade-offs between
what to provide and how to provide it.

Developing a strategic plan and working diligently to address operational efficiency are useful ways to
ensure that expectations are met; however they will not be sufficient to guide day to day efforts of staff
who is regularly asked to choose between competing priorities. Clarifying the importance of each service
area within the city, and additionally, clearly defining the level of service to be delivered will be
necessary.

Appendix B in this report is a template that can be used to guide the city’s efforts to document each
service- it provides the basis for decision-making upon nine key questions:

1. Identify all departmental functions and activities.

2. Determine why the function is performed.

3. Determine which functions/activities are “core functions” related directly to the City or
department mission.

4. Define and quantify each of the activities (indicate what resources (staffing) are required to
produce each output).

5. Group functions by outputs (what goods or benefits are provided). Identify who benefits and
how from each function/activity.

6. Determine whether the function/activity needs to be done and what the consequence(s) is of no
longer performing the function.

7. Determine whether the function/activity could be done better/less expensively by the private
sector, another government entity, or collaboratively.

8. Determine the consequences of no longer providing the service, outsourcing, cutting or
reducing it.

The process of documentation and prioritization is time-consuming but is vital for framing decisions on
resource allocation/cost containment, staffing and alternative service delivery. The City Council, in
tandem with the leadership team, should develop a workable schedule and process for creating service
delivery data, reviewing the relationship between services on the books and strategic outcomes, and
prioritization of services that support core delivery and desired outcomes.

If the City chooses to undertake this effort, at a minimum, useful documentation on services will be
generated. ldeally, the information will be sufficient to inform choices and on-going decision-making. As
part of the process, the City may find it worthwhile to engage the community in discussions about
services and services levels —either directly or through survey mechanisms.

14



City of Eau Claire Organizational Restructuring Analysis

3. Create a comprehensive workforce development strategy and program

The City should make workforce development and knowledge transfer a high priority. The overarching
goal should be to develop a comprehensive workforce development strategy and program that includes
succession planning, leadership development and employee engagement. Strategy and program
development should include the following:

a. Review of the department-based succession plans currently in place, making a determination as
to their usefulness in guiding short-term staffing and recruitment decisions.

b. Determine how or whether to integrate the department-based plans into an enterprise-wide
workforce development strategy.

c. Develop an organizational philosophy regarding leadership development, including such things
as training and mentoring, identification of future leaders, internal and external recruitment,
and job flexibility.

d. Perform a gap analysis. This will involve inventorying the core competencies and skills of the
current workforce and comparing them with the expertise needed within the organization over
the next five years. Projections of future needs, however, can only be developed after the
leadership group has clarified the City’s strategic directions, essential services, and service
levels.

e. Create a comprehensive program and detailed plan based upon the efforts of the previous
steps.

f. Establish and support knowledge transfer and employee development by creating expectations
of long-term incumbents related to delegation of key tasks and focused mentoring.

g. Consider creation of a “manager corps” within the City - composed of current managers and
supervisors, as well as others with potential to move into management positions. The focus of
group activities would be to learn about relevant topics such as performance management,
financial management, effective teams, etc.

h. Make greater use of cross functional teams internally. These should be functional teams that
are not treated as “extra” activities for those involved. The goal here is for cross functional
collaboration to become a standard way of doing business rather than a special event.

Related to these efforts, the City should examine how to best use the talents of existing staff that
have expertise beyond those required for their current positions. During the interview process, a
number of individuals with hidden or underutilized talent were identified. Asan example, one
employee--not assigned to IT work—was identified who had previous experience in internet security
and website development.

By offering employees opportunities to use the full range of their talents the organization creates
support for the workforce development philosophy- allowing the organization to maximize existing
staff, providing expanded opportunities, and perhaps moving people to different positions in the
organization.

15
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4. Reorganize departments-aligned with strategy, service priorities

The city should consider a comprehensive reorganization of functions —to improve the synergies
available in the current structure, and taking advantage of the opportunities provided by leadership
transition and strategic planning/priority setting. Currently, there are eight directors reporting to the
City Manager (not including Library and Community Health). Two alternative structures are provided for
consideration in Appendix A.

Reorganization should be done to improve resource utilization, fulfill the organizational mission and
accomplish objectives. For that reason, it is difficult to make sweeping recommendations for change
absent information that will come from the city’s strategic planning and prioritization efforts (should
they be adopted). However, two optional approaches for reorganization are presented that addresses
basic problems in the current structure.

The current structure, as noted previously, is hierarchical and includes a number of small free-standing
departments. This structure reinforces “stove-piping” of operations and makes it difficult for resources
to be shared and staff to be cross-trained- unless it is done at their own initiative voluntarily.

Both options presented improve upon the current conditions however; the preferred alternative is
Option 2. This option suggests the following changes, which result in the creation of four broad
departments which link similar services and functions:

1. Merge Human Resources, IS, Purchasing ,and City Clerk with Finance — creating an
Administrative Services Department
Merge Park Maintenance with Public Works — creating a Maintenance Services Department
Combine Police and Fire departments into a Public Safety Department
Combine Public Transit, Parking Utility, Assessing and Recreation with Community
Development in a newly formed Development Services Department.

These proposed changes include the designation of four Assistant City Managers with responsibility over
the newly formed departments. These are not new positions, but rather designations to be determined
from existing staff. The benefit of this new structure is the combining of similar functions — such as park
maintenance with other maintenance functions, and the alignment of resources in small departments,
such as City Clerk, so that cross-training and sharing can more effectively be accomplished.

These recommendations are not made either lightly or naively. The creation of a combined
administration of Public Safety into one department is something that is not common, but is performed
effectively in many localities. It does require however, the merging of two department cultures that
have long and distinct histories. This change should be approached slowly and deliberately and in
coordination with the strategic planning, prioritization and succession planning efforts suggested herein.
The proposed consolidation should consider such things as police and fire performance standards and
measures, training, and the structure of department leadership.

16
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In the case of Administrative Services, this combination is recommended to provide a structural
framework for the difficult work of coordinating and streamlining administrative support operations. By
putting all of the administrative functions in one department, the framework and accountability for
coordination are established. The challenge in this reorganization will be to focus on process
improvement, cross-training and the elimination of low-value work, which ties into the core service
prioritization efforts.

Combining park maintenance with Public Works consolidates similar maintenance functions and
provides an opportunity for resource sharing and cross-training. Informal relationships and sharing
already occur here- this change provides a formal structure for enhanced cooperation, accountability
and resource deployment. It is proposed that maintenance of the pool and arena remain with
Recreation due to the unique nature of these facilities.

The creation of a Development Services Department combines functions that relate to the development
of the community and quality of the built environment. The parking utility and public transit are part of
the transportation system, and therefore have been associated with Engineering and Public Works- a
reasonable affiliation. The realignment is meant to acknowledge that these divisions are also directly
associated with the land use and development patterns of the community, suggesting a closer tie to this
department.

The Assessor’s office is recommended for inclusion in Development Services as well, due its connection
to development, real estate and the inspection of properties- the last of which could provide important
collaborations with the inspection division. The Recreation division is recommended for realignment
here as well. This is an acknowledgement that following reorganization, Recreation will be a fairly small
department with an exclusive focus. Ultimately, the relationship of recreation programs to the
enhancement of community life was the determining factor for this recommended change.

From a larger perspective, recreation programming could, and perhaps should be evaluated for
potential collaboration and/or consolidation and outsourcing. Without further investigation it is difficult
to know whether there are additional fee-based or private options for some programming, but it makes
sense to examine collaborations with the school district and perhaps the county. In addition, UWEC has
a degree program related to recreation that could be investigated for opportunities as well.

5. Continue and deepen the commitment to process improvement

The city has already embarked on efforts to improve core processes. An internal team, called the Focus
team, was created to lead this effort. In 2009, numerous processes were identified and prioritized for
improvement. Time has passed, and the effort has lost some momentum. It is strongly recommended
that the city continue and deepen its commitment to process improvement throughout the
organization.

A “swat team” approach could be considered for this renewed effort. This would involve creating a
team or using the existing Focus Team —empowering them to work exclusively on a high-priority project

17
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- focused on it until the goals are accomplished. Team members would offload work to others,
providing an opportunity to accelerate cross training. It may also mean giving lower priority to certain
kinds of tasks for a period of time, or supplementing the workforce with interns and temporary help as
appropriate.

According to W.Edwards Deming, the preeminent expert on organizational performance, as much as 93
percent of an organization’s problems can be traced to faulty processes. Fortunately, the city has
recognized the value in this effort. Going forward, the following actions are recommended to solidify the
organization’s commitment:

a. Establish/reconfirm a formal process improvement program
Integrate process improvement into continuous cycles of service review and strategic
planning

c. Train employees on process improvement techniques

This effort will only be successful however; if a priority is placed on allocating staff time to participate in
these activities. Moreover, the organization needs to determine whether or not continuous process
improvement is to become standard operating procedure, or simply a series of “events” that are outside
normal work expectations. Leading organizations make continuous process improvement and
continuous improvement generally, a baseline expectation, and a part of the organization’s review and
accountability system.

6. Create a culture of continuous service improvement

Doing business in a new way has already taken root in the organization. Numerous innovative,
entrepreneurial and collaborative approaches exist. In order to take full advantage of this environment,
it is recommended that the City make a formal commitment to continuous service improvement and
service optimization as part of standard practice.

Service optimization and continuous service improvement means that the organization makes an on-
going and continuous effort to examine its operations — focused on delivering the most effective results.
These expected results will certainly include financial and qualitative aspects, but in all cases will be
defined by the Council and stakeholders establishing the organizational and community standards.

While this means that every employee will eventually need to understand and adopt this as a way of
working, it is important to plan for and lead the cultural shift that will take place. For that reason, it is
recommended that someone within the current staff be given the responsibility for leading the service
improvement efforts. This would not be a newly created position or department, but would become
part of someone’s job. It can, and should be seen as a leadership development opportunity.

The goal of this recommendation is to move the organization from a traditional monopoly perspective-
or “doing things the same way” to one in which the organization engages in continuous cycles of review-
looking for the “best” method for deployment and delivery. Departments would regularly examine
whether an individual service is generating the results desired - meaning that it is measuring its
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performance against established measures which would be generated from strategic objectives,
supplemented by such things as industry criteria, Council and citizen expectations.

It would also mean that managers would be expected to continuously examine whether the current
service delivery approach “competes” well with other possible delivery options. This does not mean that
reviews would be based on competitively bidding the service, although that could be an outcome, it is
meant to suggest that managers would be expected to continuously examine optional ways to improve
effectiveness. Given the fact that a joint commission on shared services exists, these efforts could
become an on-going part of the system that feeds new opportunities and ideas to that group.

7. Use employee-management teams to facilitate change

Acknowledging the reality that organizational change in a strong and established collective bargaining
environment requires both compliance with contract provisions and direct participation by employees
and supervisors, it is recommended that the city consider using an employee-management transition
team process (EMTT) process to facilitate the changes proposed. While not a panacea,EMTTs provide a
flexible and adaptive structure for management and labor to work together on common objectives in
addition to the more narrowly defined rules and processes of collective bargaining.

Many different approaches exist for establishing EMTTs. Resources and examples at the State of
Wisconsin and/or the Federal level may provide suggestions appropriate for Eau Claire’s environment.
Given the significant change recommended in this report, and understanding the fluid nature of
collective bargaining in Wisconsin, EMTTs may provide a positive and respectful approach to making the
proposed changes work effectively. It may also have the related benefit of fostering improved
collaboration between labor and management on issues of significance to the City Council and
community.

This approach should be carefully planned and implemented in selected major operational areas. Rather
than use EMTTs broadly across the organization, it is suggested that the park maintenance-public works
consolidation be selected as the first candidate area to try this.

8. Address change management implications throughout the organization

The recommendations in this report represent a significant amount of work and a significant amount of
change. To ensure that the organization has the best chance for successful implementation, it is
recommended that the leadership team —including top management and the City Council- take steps to
educate themselves about change management principles and strategies. Additionally, the City should
actively work to build staff capacity so that managers, supervisors and staff can meaningfully contribute
to the development of plans and strategies suggested in this report.

Most of the organization’s top managers seem to have limited experience implementing formal change
processes. For organizational change to be successful, the management team will need to be better
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versed in proven strategies such as the Lewin 3 Step Model for Change, and tools such as Force Field
Analysis. When used properly, they can increase the potential for success and create a “change
environment” which, in turn, can enhance innovation in processes, programs, and projects.

Integral to this effort will be the example set by leadership. Currently, it appears that the organization
spends much of its time engaged in “tasks” or crises of the moment. As noted in other sections of this
report, it will be important for the organization to move toward a more strategic orientation to attain a
high level of long-term success. An important part of this strategic orientation is the conscious modeling,
by leadership, of strategic thinking and action.

Setting aside regular meeting time to plan and prioritize strategic actions, reviewing progress and
engaging employees and stakeholders are some of the fundamental actions that need to take place to
ensure that the organization moves beyond the current short-term task orientation. Nearly as important
as this will be the need to confront “what not to do”.

Organizations generally, and local governments in particular, have a difficult time “letting go” of
practices, services and ways of doing business. Much of this is rooted in the fact that services and
practices are often created to address a community or constituent need. However, long after the need is
no longer present, or community values have shifted, the practices continue. Coming to grips with this
difficult reality will be important as the organization wrestles with implementing change in a systematic
way.

9. Examine space needs as a part of the reorganization process

The City needs to include facility and space planning as part of the efforts associated with restructuring
contained in this report. This work should be coordinated not only with the reorganization efforts, but
with the efforts to identify and prioritize core services. Location of key functions and the best layout for
individual employees will be important, but customer needs- both internal and external- should be part
of the evaluation as well. The goals should be to increase efficiency, reduce building space costs,
improve customer service, and achieve sustainability.

There will likely be a number of changes to City buildings- if the space needs analysis referenced above
is conducted. The City should continue its focus on reducing its carbon footprint and conserving
resources. For example, the City of Burnsville, Minnesota saves over $80,000 a year by considering
“green” alternatives, as part of a 14-point plan to be more sustainable.
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Implementation Plan

Should the City Council decide to implement the recommendations contained within this report, the
following are suggested priorities and initial implementation steps for the major recommendations. The
timing suggests the starting dates for the performance period- not necessarily completion. Many efforts
will be completed within the timeframe; however, some of the recommended changes will take
considerable time, and require significant effort by numerous stakeholders both within and outside the
organization.

In addition to suggested implementation steps, potential obstacles and key issues to consider are also
provided.

Timing — 2011 - 2012

1. Develop a strategic plan with a detailed action plan
a. Determine planning cycle/time horizon— consistent with budget, election cycles
Define approach, leadership roles
Determine level of civic and organizational engagement
Initiate planning process
Create accountability-reporting system

S oo 0T

Determine metrics/performance measurement process

Issues/Obstacles: Sustaining a focus on strategic thinking; committing to on-going engagement
between management team and Council regarding performance reporting/accountability for
results; ensuring strategic objectives match stakeholder desires and needs

2. Set service priorities and clarify the level of service for each area
a. Hold worksession(s) to discuss process and organizational commitment
b. Establish schedule and process for Council-staff review of core services
c. Determine process for receiving input on priorities and impact of service delivery
from public and employees
Document services, resource allocation, level of service provided
Hold worksession(s) regarding priorities and levels of service
Address unsustainable department service levels
Set targets for budget decision-making based upon established service priorities and

@ o o

service level descriptions

Issues/Obstacles: Commitment to prioritization and service level process- Council and
management team (time commitment); willingness to engage in difficult discussions regarding
services to reduce/eliminate; ability to handle ambiguity
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3. Initiate comprehensive workforce development plan

Conduct review of succession plans in place

Determine approach for organizational succession planning

Conduct a gap analysis of current core competencies compared to five-year need
Develop an organizational philosophy regarding workforce development

Design workforce development and succession plans based upon gap analysis
Establish “manager/leadership” corps- for focused training & development

S0 T o

Issues/Obstacles: Allocating time and resources to develop plan; gaining comprehensive
agreement across departments; engaging workforce in planning process

4. Realign organizational structure with core mission, strategies, and service priorities
Determine best approach for reorganization- between Options 1 and 2
Assess the Employee-Management Transition Team approach for use in facilitating
potential reorganizations- starting with Public Works-Parks Maintenance
c. Appoint assistant city managers/department directors to lead consolidated
departments of Administrative Services, Maintenance Services, Development
Services, and Public Safety.
Determine interim facility space needs for reorganized departments
Consolidate the Administrative Services Department
Consolidate the Development Services Department
Consolidate the Maintenance Services Department
Consolidate the Public Safety Department

S@m ™o o

Issues/Obstacles: Resistance to change; turf protection; anxiety about roles, titles, and
compensation; culture clashes between consolidated departments; timing of consolidations and
retirements of key managers/department heads; comfort of an approach that is based upon
titles and traditions vs. functions and outcomes

Timing- 2013-14

5. Initiate a focused change management process
a. Educate leadership team on change management approaches
b. Leadership team develops plan for organization-including employee engagement
c. Appoint a cross-functional team to coordinate effort
d. Engage entire workforce and City Council in discussions, implementation process

Issues/Obstacles: Perceived importance by staff and Council; unfamiliarity with focused,
formalized change processes; willingness to allocate time
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6. Embed a culture of continuous service improvement into restructured organization

a.
b.
o

d.
e,

Define continuous improvement/establish expectations

Create standard process for on-going review

Connect service standards and process to service prioritization/level of service
process

Incorporate service optimization concept/Joint Commission in program design
Train staff in program performance review

Issues/Obstacles: Allocation of resources for training and implementation; employee suspicion

regarding motives; lack of experience or understanding of approach- because it is not widely

practiced

7. Continue and expand process improvement program

a
b.
C.
d

Integrate with continuous service process

Continue with current Focus group process

Continue and expand staff training in process improvement
Create process improvement calendar-accountability system

Issues/Obstacles: Allocation of time and resources to a sustained effort; skepticism regarding

ROI of this effort; attitudes- positive or negative regarding Focus effort

8. Complete space needs improvements essential to the reorganization process

Appoint project manager/team to plan/implement changes

Examine current/projected space needs deficiencies- internally or via professional
analysis

Establish capital improvement funding objectives for space allocation-
functional/service/sustainability

Complete facility and space improvements critical to reorganized departments

Issues/Obstacles: Structural limitations; resource constraints; coordination between space

analysis, reorganization process and service prioritization
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SUMMARY

This report was prepared to provide high-level guidance to the City Manager regarding organizational
structure, alignment and service delivery. v

As noted in the introduction, the consulting team asked directors and managers a series of questions to
frame and inform the analysis. Those questions, and the consulting team’s interpretation based upon
the answers and subsequent analysis, provide a summary for this report:

1. What are the city’s core functions? Are they well-defined? Prioritized?

There is general agreement regarding the core functions and the relative importance of core services
identified by the City Council. The leadership team uses its working knowledge of these services to make
decisions that require trade-offs and prioritization. A formal prioritization of services has not been
performed by the Council and/or leadership team, and no detailed determinations regarding the level of
service to be delivered have occurred. This may have negative long-term implications as financial
resources become more constrained and experienced managers retire.

2. What is the city’s vision for the future- is it clear/documented? Are there plans in place to reach the
desired outcome?

As indicated in the report, the city has a strategic profile and strategic priorities, but no action plan.
Clear Vision Eau Claire provides some general guidance, as does the Comprehensive Plan, however, a
detailed strategic plan with objectives tied to the vision(s) does not exist. Articulating a vision and clear
outcomes will be important as new leadership comes on board and environmental challenges persist.

3. Does the city have the necessary human and capital resources to achieve its vision and strategic
objectives?

The city appears to have sufficient resources to achieve its strategic objectives.

4. Are the human and capital resources structured, aligned and deployed to achieve maximum
efficiency and effectiveness?

As noted in the report, the human resources are not aligned well to capitalize on the opportunities
available within other similar departments. Reorganization could improve efficiencies and also help
maximize capital resource planning and utilization.

5. Are there systems in place to direct, measure and continuously improve operations?

There are some measures in place and there have been initiatives like the Focus team to pursue
continuous improvement. The measures being used, however, are largely output rather than outcome
focused, and are not connected to strategic objectives or overarching strategy. The continuous
improvement efforts, while laudable, often become victims of current needs and therefore have been
only mildly successful.
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6. What are the key issues and challenges that the city must confront to remain viable and achieve its
objectives?

As noted in the report, the aging workforce is the number one issue facing the organization. Addressing
workforce development, including succession planning, is critical. In addition, strategic planning and
prioritization of services are important due to the instability of the economy and political environment
at the state level. Reorganization, integrated with purposeful efforts at strategic planning, prioritization
and workforce development, can be useful as an approach for facing the challenges and achieving
desired objectives.
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1 Matrix Item

Directions

Function/Activities

Why do you doit? Mandate? Essential?
Discretionary? Administrative? Revenue
Supported? Non-Program

Core/Non-Core/Partial Core

FTEs Required per year

Cost
Outputs

Outcomes Good/Benefits Provided
Who Benefits?

Alternate Delivery Mechanism

Data is from Annual Budget Functional Organization Chart. Add
or Edit if required

Classify the functions and activities according to the following:
Mandated (M) -Required by federal or state law or contractual
agreement Essential (E) -
Basic function of government (purpose and service level is
prescribed by city council and/or ordinance)

Discretionary (D) -Service, program or activity established based
on city council direction, but not deemed essential
Adminstrative (A)- Department directors and other administrative
support not part of direct delivery of service

Revenue Supported (RS) - Services completely funded from
dedicated revenue sources (i.e. utilities)

Non-Program/Other Adjustments (O) - Services that are not
direct, i.e. insurance costs, charges from internal service funds

Rank the identified functions according to whether they are core
to the city's operation. Keep in mind that a core service is one that
should be supported by "core" sustainable revenues. A non- or
partial core function or service may be highly valued and
contribute signifcantly to quality of life. Core Functions or services
are directly related to your department's mission or City’s Priority
Outcomes: Analyze each function through a variety of lenses. Is it
required or mandated by state or federal law? Is it required to
assure that critical outputs are accomplished? Is it required to
assure accountability within the system? Which ones help ensure
that you will provide timely, high quality, and least cost services or
goods to accomplish your mission? If you picture a large funnel
with a filter at the bottom, which functions would make it through
to the other end? Core (C)

Non-Core (NC)

Partial Core (PC)

Identify the staff required to perform each function. Is each person
required to complete the function? What would the consequence
be if they were not there? Identify the approximate staff resurces
required to provide the service or function. Estimate the portion of
FTE allocated to the function. T

If possible estimate the approximate cost of the FTE allocation.

Data included is from the Annual Budget. Edit as needed.
Indicate the Outcomes or the results that you expect from the
service, activity or function. What goods or benefits do you
expect.

Identify if possible who will benefit from the service.

Can the service be eliminated or reduced? Can it be provided in a
different way? Can it be provided by or shared with another
government or to the private sector?

What would the consequences be of providing the service or

- function differently or of eliminating the function or service? Can

Consequences if shared, outsourced, cut or
reduced

the highest priority outcomes be accomplished without performing
these activities? If not, can they be performed more efficiently or
effectively by other providers (under contract to another
government entity or outsourced)? Can the core functions be
improved? Provided more efficiently? What are the short and long-
term effects of no longer providing the service(s)?



poanpoy
10309 ‘possnosing
J1 s0oUsNbasUOD

wsueyoaw
Aoalieq oeusony

£swouog oym

POPIACId SHOUSE/POOD TOWORNO

sindno

1500
Ienuuy

0, Jod
posinboy
saLd

0100

WiEiBoIg-UoN 2poynoddns
ONUOAGY LOARENSIUIWPY
o

[EE /0100

oEpuEly 23 op nok op Aym

soniAndY/sUoRUN

301440/LNINLY VLI




sJ509 Jnoy Jed pasealou]

saafo|dwe o} sajaljod

1
|
J1e3s payjienb ujeyes
pue joeme o} Ajjiqe
aunsse (L ‘Y IndinQ)

Jo} [epueiod ‘pasjueient 0 UORBOJUNLUWLOD *suofiduosap qo (spiodes sAenins jyeusq
jou |suuossed juswpedep *(1 J0-@2UBULY) >“mE= _w i h weple| pue mm_u_wo%uu«mh 3_ |euuosied Jeded . pue Agjes ‘sypne qof Bujonpuca
180 Jo Ayliqeljens () wusunedap siusupedap alow ‘uopejuswnoop uejuey (W (oddns ms.n:_S:_mE —_ ‘llosked Joj seBueyd snjejs qof pue
8JaN30S [BjouBLY A0 Joujous ‘seafojde ejenbepe| ‘'L Sss.g.m._mszom Jeou .m P Apuauno 00 vamn eyes fed Bujssedosd Bupnjouy) sueld
61 sssad SiEjissadnu  Snid ‘siuBiinsucs Hekoidwz ainsse ‘sjeJow |ejoueuy vd)  00e'yh|  woddns jeousio Aed pue uopeoy|sse|d SIajs|ulWpE pue
PInom _nacwmm.s Apnaes SPISINO soueyus ‘seakojdwa 0} swe}sAS pUOM v Emwm.amm . sdojeAe( ‘spiodel jeuuosied sujgjuleiy
40} [epusiod ‘e3s esnoyul juswAed Jedoid ainssy| meN jo uoped|idde Asiiepads H
Jo esn saJnbel |IpS seaInosoy
uewnH ayy
eBeuew AleAgos))3
()
+ '1Indino) Buiuien
PpuUE UoREINPE
‘Buueys-uopeuloju|
. Joj seaInosel
oje)s '9’)) ﬂcmhﬂﬁﬂ% paulejulBWw feoiBojouyiosy
leBa] yym esuedwoo Jo fouoBe mwwwwﬁw%.”w pue papjroid eq ued ‘pess 3.““ _“”.__ummmw I Kieiaioeg Suyl sBujuedo qof eysgem pue sujoy
eoueinsse pue ‘esiuedns B i I & $0JAIBS JuBWWenoB| SLiGS IO 000'96L 4syeeds MK 810D 3 qof sujejujew ‘seakojdwe Jewwns
Aleyenbape oy Aijjiqe ullEs ezinn .._M. >Mw_”..m ey} 0S B2JOIOM _um_mum 5 hm pue Jjejs swy-Hed pue (in} syruoey
‘payy |suuosied jo Ayjenb Ppalis ainbay| suopeoyddy
JeAo jonuod Bujso| ys|y b (awyL .
“Ued/awlL-In)
paJ|H seakojdwg
"] (ewiL-ped g ewl
-|Ind) sBupsod qor
(Uofss|W
s uewpedep
. . o} pejejes seanosey ueLwn
Anosuip Jaaym
uo peseq Auewld)
. S92IN0Say uewny
1 R weibosd-uoN .
peonpay wsjueysajy papiroid Zpeyoddng enuaaay
: y 2109 [eed/aJo; aAneJSIujW|
Jo jng ‘paasnosino Kieajjeg Zsiysuag oym S}1Jauag/poos) sindino 3s09 [enuuy uE.._”NWu.__MM._h_ .oc_o -ﬂ_d_ﬁ.%o 0 w. b__“:nw:m&_o mw% SaljjAloY/suoiaunyg \._.ZMM.__H_%&NQ
31 sasuenbesuo) ajewa}y sawoono : @_u_Eommm. wmuurcm_a

23 op nof op Aum




lesunod
Joqe] episino

|
*
|
|

8 Jesunoo
40} 000'07$ . suofje[ey Joqe]
snid ‘aroqe episino snid 'z
pejpsyey
mw__JE\ENEo;, KjeApoaye j8W aJe sejAles (uew  -juwod _ |
"_Em sule pue Ajuaoyye alow | AousBiawe Bulpircid awp |ewjujw) 2100 [emed v Jajue) suopeledQ AoueBiswg _
(¢) euo oN .m“mmu”.ﬂ uuoyed o} siexysom suosied Jo spaau jsijeloeds He 8y} 0} sedjAles poddns sapjaoid _
“sokojdws KoueBlewe sejqeus| essjjem pue Jejjeys Jo Joyoalig H
‘sainseaw ’ w A
siseq uopnjosal ejndsip [ IndinQ) juswuoliAue |
O[}SeJp 2JOW PlOAB Syom eAponpoud & |
4 M:o_._ ._Ma :wmmﬁmm.o.ﬂo:h eBe) Jo, cm_ww:“mw 4 wwgo%a:hm diey seekojduse pus pue BuiBusijeyo Isifepads eJoD fened v |euuosied pue m:o_““_ﬂ_m“\ﬂwu&m :
-SARISD e Sal i _. I Jo/p! P! b § uhinclop *jdep o} eojates poddns|  ‘eapisod & epiaoid Jo/pue Joyoeliq # o o 3 SOPING] !
pue sejpjiod Jo uopedjidde | ‘ueyNsuUoD BpISINO ‘Jakojdwz opiaosd ‘sesfolde o) Silewedep 0 UOJ}B)INSUOD pUB 80JAJeS SBpIACId |
JuB}sisuooUl Joj [epusiod on pue seefold |
Jie} pue [enbe einssy UM SIOM u .
!
"
sjuep|sey siojawesed " je6pnq juewpedsp {
8uo oN ‘lefojdwz| 3eBpnqg UM einssy eoueyduiod jeBpng 00L's8l depeda &log 3 oy siejsjujwpe pue sasedasd M
H\Em:mo
: _
[
!
yoddns o} yjejs esnoyu| fouduis usugEen Buuodes 903 (OY plepueiS |
Jojpestrauy ejesfple jou Jesunca p— A soofoun| AoreuILOS|pAR;Un Joge] Jjed pue 1Y senliqesia i
Pino :fasunoa (a6} uo Joge| Jo/pue m.mwao_a we foeibyd ;seekajdulo woyy seafojdwe Jopala 8100 n )M SuBDpaWY 'joy eAeeT [B2]pejN |
3w_.__w__w_”._ hnwmﬂwwﬁoow.wﬂw JuB}NSUo2 BpISINO Jeholdwz enba pu Mm_gmﬂmm_."wmwﬂ pue Ayqey Awed ey se yons) sme| juewkojdwe (
. ue Joqe @oue||dwoo sainss

paseaudu| 10} [epusiod wouy A9 sioslold pue Joge] Lpim soue;| v |
I
|
|

swnpueJowew

i suopeBliqo eAs|UjwpE pajejal YH ‘suope|nBes g

. ‘uopejuaINSOp I

o}e ‘s)oogpuey " [EN}OBQUOD LRIM se|ru ‘syjooqpuey eekojduwse seysjiqnd

Jo uopeoygnd sjusunedep opiroud ajeJous eoue|dwod sainsse isyeads | pue suieuiew ‘weiBoud wexe |essAyd

Joj JopUaA episyno ‘sesfoicwe esfoiduse souayue ‘sainpadoud pue J0.400ela 409 lepied va |BjuUB)q pUE SBSNUOq UOREINPS

4 Jop pIs} Jekojdwz| ‘seyjod jo uopeoydde . HH "Il 988 .

uey Jayo auo oN

lenba pue Jiej ainssy/|

seo|jod juswyedap
pue A9 syoddng

Juelwesinquijal [eARS} peje|jes
=}10M ‘Jusluesinguwias uopin) ‘wesboid
uopen|eAs edueuLoped SISISIUIWPY




s|eaddy uopesuadwo) juswhojdwaun
pue sBupesy uojssiwwo)

seBus|leys w «:B:OHW suopejey Juswko|dw3 uebjyoin
ul {10 ey spuejep sensst jaUuosls ‘sBupiea UO|SS|WWOD g/ OV pue
seafojdwa| ‘uopnjosas eyndsip Joy - 5aE wnﬂwmmﬂﬂmh pleog |euuosied ‘sBupesy uopeniqie
Jaybly _wmc:o“ ‘siosinedns| enueae Jo seakojdwa 0ge| m_o s >o_ diie || Kiejasoes 0100 v Z1L€ 19V pue eoueAalb uj Jakojdwe
Ajoy||| 3sow Jnoy/siso) Joge| ._n_v\nh_ ‘sjuswipedep| sainsse !Ajejeudoidde ii6 silio _m do ‘Jjoyaug sjuasaidey ‘(Bujdesypiosa [auuossad
PUEJINSUOD BPISING ‘Jekojdw3 suolsirosd pug sjsurlecap pue uoyesiujwpe Aed ‘sainpadosd
7 Joe)uod Bulkidde vy o uoneinsuod feuydiosip ‘uonejeidielul JoBAUD UO
sJos|nedns ey sisissy pue:GaIMas sJosjnedns/seakojdwe 0} uoge}Nsuod
) Arenb spiAosd pue soinias Bupiaosd Buipnjou;)
UoljBJjSIUIWLPE JOBJUOD pUB 82UBABLD
‘sjuswyedep
pue seako|dwe
0} uoneuLOjul
10 uojjeUlWaSSIp .
umO«ﬂﬂ:mE Sjuawealbe
|esunoo Joge| apisino JopusA seakojdwe N el - jwi pue || Kiejasoag BuuieBIEq BAROBIIOD SUEIUIEW
. . 1eba| Yy 0 P . d
Uuo @duel|ey 8}e|dwod ©pIS}No ‘jesunod sjuswpedep ‘suopejas Jo POSS S1ERU0D aw. |eoeds al0) Y| puE seysiignd ‘syun BuuieBleq
0} onp sjs00 peseasoul|  Joge| BpISINO JeRoIW | ¢ duse uoun/sekojdwe “opeid © Joj suojenobaU joenuos Joge]

eAnonpoid Bujysiqeyse
4o |enuajod !saefojdwa
10 juawyean

lefdedw pue Jjed




